Child protection (CP) has risen to the top of the UK sports policy agenda in the past four years and the Football Association has invested in this major strategy as part of its commitment to "use the power of football to build a better future" (FA, 2000a). Evidencing the impact of child protection is, however, a complex task, exacerbated by the dearth of measurement tools that exist for this purpose in sport. This article presents a new model of 'Activation States' that has been designed and used to measure shifts in football culture as child protection has begun to impact upon the sport. The model is used to map changes over time related to the knowledge, feelings, actions and discourses of key stakeholders in football. The research for which the model was designed is a longitudinal study, commissioned by the English Football (soccer) Association, on the impact of the organisation's child protection strategy on the culture of soccer. Sample data from the project are used to illustrate the model and to examine its potential and limitations as a tool for measuring impacts in child protection and other social inclusion themes.
Child protection (CP) has risen rapidly up the British sport policy agenda in recent years, largely in response to a number of high profile cases of child abuse in several major sports and, arguably, as part of a more general moral panic about child abuse in society (Brackenridge, 2001) . For a variety of reasons, governing bodies of sport in England were initially slow to adopt child protection. Some denied that it was an issue in their sport, some were frightened of losing members through bad publicity and others felt that it was an affront to their integrity to suggest that child abuse might occur in the context of their particular sport. Following the lead of the Amateur Swimming Association (Myers & Barrett, 2002) , the Football Association (FA) in England invested significant resources in the development of a child protection strategy (The FA, 2000b) . In order to monitor the effectiveness of this strategy and its impact on the game, the FA commissioned a longitudinal research project. This article briefly sets out the background to the project (which is more fully described in Brackenridge et al., 2004) . The main purpose of the article, however, is to explore the conceptual difficulties of measuring the impact of an initiative such as CP on the culture of a sport organisation. Various models of cultural change are reviewed but rejected as inappropriate for this project. A new model of 'Activation States' is presented that was adopted by the FA researchers for presenting their findings through the life of the project. The model is presented with sample data from the project and its uses and limitations for measuring other social inclusion themes are discussed.
Child protection in sport
Internationally, the pace of policy development in this field varies widely, from those nations who fail to acknowledge it as an issue at all to those who have put in place comprehensive systems to protect children and young people (for example Canada (www:caaws.ca), Australia (www:ausport.gov.au) and England (www:thecpsu.org.uk). Research on the subject is still relatively scarce but is gradually increasing as academics in both sport and children's studies recognise its importance (Harthill & Prescott, 2004 ).
Policy development for child protection in English sport began in the past decade (Brackenridge & Fasting, 2002 ) and was given a major boost by the establishment of the Child Protection in Sport Unit (CPSU) in January 2001 (Boocock, 2002) . The Unit is co-funded by the National Society for the Prevention of Cruelty to Children (NSPCC), the country's largest children's charity, and Sport England. It acts as a one-stop shop for advice and referrals about child abuse and protection sport. Prior to the establishment of the CPSU, various piecemeal CP initiatives were promoted by individual sport organisations, most notably the Amateur Swimming Association (Myers & Barrett, 2002) , coaching groups such as the sportscoachUK (formerly the National Coaching Foundation) (Malkin et al., 2000) and child welfare organisations such as the NSPCC (Brackenridge, 2001) . The CPSU Unit has published national policy standards for CP (CPSU, 2003) and all sports in receipt of state grants have to demonstrate compliance by implementing CP action plans as a criterion of funding.
The Child Protection in Football Research Project
During the 1990s, the FA, along with many other governing bodies of sport, became increasingly aware of child protection as an issue both in society in general and sport in particular. High profile publicity from cases in other sports, together with the experience of managing the Football Association National School for talented boy players, and occasional cases of abuse within football, led the FA to seek advice about child protection from the NSPCC.
1 What followed was the development and launch of a comprehensive CP strategy for football (brand named Goal), across a range of operational areas such as education and training, communication and case management (FA, 2000b) .
By 2000, many other governing bodies in the UK had set up policies and procedures for CP but, at that time, few had successfully implemented these or collected evidence of their impact or effectiveness (Brackenridge, 2001; Harthilll & Prescott, in press ). Also, whilst there were examples of evaluation and monitoring work on anti-racism in some sport organisations (such as cricket) the FA is believed to be the first in the world to have commissioned such research on child protection.
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The project comprised two major stages:
Phase 1 (Audit): An independent audit of current CP provision throughout The management of change has been a major topic of interest to both researchers and managers. In education, for example, the work of Fullan (1982, and with Stiegelbauer, 1991) has underpinned much subsequent research on innovation and change in schooling. Within physical education and sport specifically, change has been investigated within curriculum (Cothran, 2001; Johns et al., 2001) , pedagogy (Pope & Sullivan, 1998; Curtner-Smith, 1999 ) and the role of the physical education teacher (Flintoff, 2003) . Changes in structures (such as the authority systems within an organisation) sometimes precede and sometimes follow changes in the culture, ethos or feel of an organisation. In sport, change management, and the management of cultural change especially, have been problematised and investigated by, for example, Slack and Hinings (1992) and Colyer (2000) .
For change to occur successfully, it has also come to be understood that, within the architecture of an organisation's structure, changes in leadership are necessary (Weese, 1996) . The appointment of a new Chief Executive of the FA in February 2000 brought about a shift in organisational direction which involved major reforms. In any organisation the CEO is a major change agent and, in this instance, the new FA CEO's managerial authority was central to the vision for the CP Strategy. In contrast with former practices in the FA, he introduced a Strategic Plan that explicitly called for strong values in the game, including quantitative and qualitative research evidence to underpin policy development (FA, 2000a) , and a commitment to ethical policies and practices. The researchers worked on the premise that the CP initiative was one tool of cultural change in this process.
At the outset, the challenge for the FA was how to move the football community from reactive to proactive engagement with the change agenda. The challenge for the research team, therefore, was how to measure this in respect of CP. Like many other governing bodies of sport, the FA's development of CP was a recent addition to working practices. The researchers therefore had to identify those stakeholder groups who were either restraining (including doing nothing) or facilitating change, both at the outset and after the implementation of the Goal CP campaign. It was for this reason that the model, described below, was developed and a wide range of stakeholder groups was consulted at every level of the game, from the professional Premier League down to local junior clubs.
Organisational ritual is one area that can be reviewed to detect the way in It is well known that participants in social experiments change their actions to suit those expected by their observers. For example, in industrial studies of piecework rates, outputs increased among the experimental group. This is known as the Hawthorn effect after one particular study of industrial behavior (Roesthlisberger & Dickson, 1939) . It comes about because people know that they are a part of a study, feel special as a consequence and change their behaviour either consciously or unconsciously to 'please' the researchers. In this project, the sample groups in the qualitative case studies and interviews were expected to want to 'look good' in front of the researchers and therefore to pose as positive facilitators of change towards CP. This was certainly one of the unintended outcomes of the FA CP project in its early stages, as gatekeepers for the case studies, and indeed some of the case study personnel, attempted to show off about their CP work and credentials to visiting researchers.
Critique of theories of change
Change is the subject of intensive theorization and writing in academe. Rollnick et al. (2000) describe change as something that someone else thinks would be good for you: in reality this is often an employer or government attempting to realise strategic goals. In relation to CP in football, this is a relatively new concept but one which has had significant media and public attention in recent years, so there was reason to think that the community of football would be ready to adopt it. However, there were also reasons why people in sport were slower than other groups to embrace the need for change in CP practices, for example fear of litigation (Brackenridge, 2001) 
Individuals and change
The process of change can be applied to both individuals and organisations. The sources of literature and theories of change include health psychology, management studies, education studies and organisational sociology, among others (see Figure 2) . Rollnick et al. (2000) report that there is an array of possible psychological models and theories that could be adopted in trying to explain individual/stakeholder changes. Some of the most prominent that might be applied to CP in football include:
Health Belief Model (Becker, 1974) Theory of Reasoned Action (Ajzen & Fishbein, 1980) Theory of Planned Behaviour (Ajzen, 1988) Health Action Process Approach (or HAPA) (Schwarzer, 1992) Each of these is based on tracking individual, personal change rather than organisational change per se and each draws on psychological constructs.
Typically, stage models set out a sequential list of phases through which the individual passes on their way to sustainable behaviour change. Some of the major stage models are summarized in Table 1 .
[Insert Table 1 It is because of these reservations about existing change models that the researchers adopted a completely new framework for this research project.
Organisations and group change
The question of organisational, as opposed to individual, change is even more complex since it involves multiple, and often competing, internal and external environmental forces, for example economic factors, industrial relations and organisational history. In the first year of this research project the impact of CP was assessed only among stakeholder groups within football, on the assumption that, collectively, they contributed much of the potential momentum for change in the game. It is clear, however, that in the later stages of the project the forces at work in the external environment should also be weighed in the change equation.
A further limitation is that there is no real baseline data in this project as the FA's CP work began in practice long before the official launch of the Goal campaign and no data were available about earlier awareness or action levels.
Also, despite the exhortations of the FA's Strategic Plan there was no tightly
specified vision of what football should be like that could be used as a yardstick for measuring progress. People fluctuate and regress in their attitudes to CP and to other ethics and welfare themes, such as gender equity or social inclusion:
change is not always in a positive direction so the researchers must capture the dynamic status of engagement with CP and not assume that progress will be linear, positive, causally linked to the FA CP Strategy or, indeed, readily measured.
It is easy to assume that those charged with carrying out an agenda for change through, for example, CP are knowledgeable. Indeed, one of the dangers of the CP 'expert' is that they give advice and information (down) to the (assumed) unaware football person, be they a parent, a referee or a coach. In reality, however, it is wise never to assume that receivers of CP messages are necessarily rational or well-informed (especially given the emotive nature of the subject) or, on the other hand, completely ignorant since many people in the game have CP awareness and experience through their professional or daily lives. Similarly, lack of change or poor uptake of the CP message could be attributable to poor delivery, competing priorities, something else or all of these.
Because of the limitations of existing models of behaviour change (for individuals), and the need to find an approach that would both reflect the social, organisational and policy impacts of CP and be readily intelligible to the football community, the researchers developed the new change framework. The intention was to take into account both those forces that could block or facilitate change and the fact that the change agenda and CP programme had been launched prior to the start of the research project.
A Model of Activation States
The term 'Activation States' was adopted to indicate the level of activation of each stakeholder group towards CP in football. Five states were identified:
• Inactive i.e. demonstrating no knowledge or commitment to CP
• Reactive i.e. demonstrating reluctant commitment and engagement
• Active i.e. demonstrating satisfactory awareness and involvement
• Proactive i.e. demonstrating full commitment and advocacy
• Opposed i.e. either overtly critical of, or covertly against, the CP initiative
[Insert Table 2 about here -Activation States]
Each of these was then set against the voices, knowledge, feelings and actions and of the stakeholders being interviewed (Table 2 ).
• Voices/discourses (What people say about CP in football)
• Knowledge and experience (What people know through experience -their awareness, interest or understanding)
• Feelings (What people feel -their attitudes and emotions)
• Action (What people do/have done -their achievements and behaviour)
The adoption of Activation States allowed the researchers to give a simple visual representation of the profile of each stakeholder response and to differentiate where these responses were not internally consistent. For example, some people express enthusiasm and commitment to CP at an emotional level (proactive feelings) but report having done very little about it (inactive action).
Others might talk sceptically or express diffidence (overtly opposed voices) yet be comparatively well informed about the issue (active knowledge).
[Insert Figure 3a and b here -sample profiles]
The sample profiles (see Figures 3a and b) are used here to present some of the results from the project thus far (Brackenridge et al., 2002 (Brackenridge et al., , 2003 (Brackenridge et al., , 2004 and to depict the activation states profiles for each stakeholder group. In the samples, the respondents' most commonly observed (modal) Activation States from the interview data are presented. The first year data represent the audit or baseline.
The second year data reflect the impact of the CP programme. Examples from the analysis of the transcripts are shown in Tables 3a and 3b .
[Insert Tables 3a and 3b here -Samples from interviews]
Researchers were trained in using the analysis system at a special staff development day where the system was debated and refined. Working in pairs, all researchers read the same sample of transcripts and then allocated them to the sections of the Activation States grid. Inter-rater reliability ranged from 60-80 per cent which is deemed by Weiss (1998) to be above the acceptable threshold for qualitative analysis. Findings from a series of internet-based stakeholder surveys were set against the profiles to augment the discussion in the annual reports: these are reported elsewhere (Brackenridge et al., 2002 (Brackenridge et al., , 2003 (Brackenridge et al., , 2004 .
Uses and limitations of the model
The Activation States model has several potential uses:
• plotting where different stakeholders are now;
• charting changes over the five years;
• identifying dissonances within and between groups of stakeholders;
• checking whether quantitative and qualitative data agree;
• displaying change in a user-friendly way;
• offering a model for tracking the impact of other welfare issues, for example gender or race equity.
Whilst the model may look linear it is not meant to be deterministic nor to imply any psychometric properties. It is intended to be used as a heuristic device rather than a calibrated 'scale' and thus to give a sense of how a new policy initiative has impacted on different stakeholder groups and where further action might be required by the organisation in order to develop commitment and cooperation. The 'opposed' elements of the model are of particular interest, therefore, because they help to diagnose dissonance and dissent, whether overt or covert. Also, whereas there are strong echoes of psychological constructs of 'attitude' and 'motivation' in the model, there is an attempt here to capture the social and interpersonal processes that accompany policy change. The inclusion of the voices/discourse components of the model is a clear departure from the psychological paradigm and one which attempts to account for the power of voice in cultural resistance (Clandinin & Connelly, 1998; Sparkes, 2002) .
One test of the model of Activation States will be the effectiveness with which it is used to explain the findings from the FA's longitudinal research on child protection. Another will be its applicability to other social, ethical and management themes and issues. To meet these tests, the model will have to be capable of charting fluctuations in the impact of both the micro and the macro climates and the internal and external business environments. Potential business applications include, for example, staff engagement with restructuring and mergers, rebranding or relocation. Applications in service organisations could include: responses to privatisation or trust status in schools or hospitals, changes in health and safety practices or campaigns for greater social or ethnic diversity.
In any field where the imperative for an evidence-base is driving policy implementation the Activation States model should be able to provide a picture of change.
Conclusions
This article has set out a framework for measuring the impact of child protection on the stakeholders, and thus the culture, of football. The model has been devised in an attempt to capture the complexity of different stakeholders' engagement with ethics and welfare issues in sport and, at the same time, to provide a visual means of demonstrating change to those responsible for implementing these policy agendas. Whilst the model of Activation States has been developed from research into child protection in sport it has potential applicability well beyond this field. Its utility as a heuristic device appears to offer benefits for anyone with a social change agenda who is seeking to implement evidenced-based policy.
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